25X1

25X1

25X1

25X1

Approved For Release 2006/10/17 : CIA-RDP82-00357R000700010081-8

: SEGREF UG
20 SEP 1955

MEMORARIUM FOR: Director of Cenmtral Imtelllgence

THROUGH :  Deputy Director ior Support
Bxegutive Director<Coupbroilar

SUBJECT 1 Agexwy Fitpess BReporting Bystes

il. This pemorandum 1g in response to youwr request or s briefing on the
Agency's Fitness Reporting system.

2. 'The Fitoess Report Form (Tel A) is the tangible evicence and rocal
polnt of the Agenoy's Pitnoss Reporting systes. Hovever, 1t 18 Wy o means the
sole or gven the Rey element in the total Agepey progran of persommel evalua-
tion and managesent. ‘The evaluatiocn of persormel is a continuing process.
Enmployees are gvalusted at least anwaelly through the competitive prowmotion
nyeten, they are evalusted for roitation ant massignment, they are evaluated
in eonmection with training courses. The respenelbilily of supervisors {orv
the svuluation of personpel 1s repeatedly stated in cur reguistions. For
exarple:

W Im Career Bavices, ststes the {ullowirg among the
responsibilities 57 the Beadis i Career Servicess

"{2) Planning the utilizatica aad developrent = such indi~
viduals, inclufing thelr traigivng, assigpeent, rotation -and
asdwmneement :

(3) Bevieving Fitnrs Beports..."

b. %ﬁ:ﬁm and Discipline, makes esch Depity Direstor or
Head of an Office resporgiocla {or enmsuring that "supervisors

 direction vhe here permormel mansgement resaponsi-
_ Fromting Good Kaployee Pervorsance and Conduct,’
Ag whese oslicials gaxifme and advice «hen viclations
of Agency mK.u are rayorted o his...’

G Mansgement of Hialf Pevsomnel, staten that 'Superviacre
at ail ions are responeible o Las propéy utilizaflon and continuing
avaluation of personnel sseignec to their respective Jurisdictions, They
shall advise the Career Service concerped, through nmm;:riate ahannele,
when there is evidence that an erployee is nlsassigned,”

3. The purposes o the Agexy'e Fitness Reporting systen eszhrace the
traditional purpsses of periormsace ovaluation -~ appraising employees to
daterwine 17 they should be proscted, veassigned, left in place, or Iirec.

In addition, the Agency's ayster orovides & menhaniaz ior (&) assuring wutual
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unrerstanding betveen employee end sujerviccr o the specific duties of eech
‘ob, (b) essuring thet the amployee iz tol., at lesst snmuslly, of the super-
visor's evalustlion »f hir perforsmance of escl of his sejor Jutisp and of his
comnoslte effectiveness, and (c) oroviding st l26st snnuelly & formsl recowd
of comments end suggecilons of en ex loyee’z current superviscr regerding the

enployee’s future trainiag, hls nenecerisl compelence, end his Aalor atrengths
anfi wegkuesges.

L, fhe rresent Pitmess Roeport fors hos been evolved Lo zepve the Anonc'
requirements for meking, recording, ew! welng treonpel pvalusticne. It ie the
ceventh revizion in e series which started 1a 1347, In arriving et the prescnt
form, we heve exserlmented »ith loema vhich ware isvgely nerrotive comments,
end with forme vhich eomstituted & Jorved —cholce cheeilist. Ve haeve usel o
two-part form in trying to comsromisze the “shoveno chov” fisued ‘The current
form wee first issued in April 147° en} represents ihe Inprovedsuts suggested
by our experience with earlier forms. 1L is imrortent to reecgnlze that eech
revision of the form hes been the recult of crpeful siudy anot ¢aly by atelf
afficers end techniciens but a2lso L, the fpem y's senior officisls.

the forr lizeld nust stert with the pelicy stetement
e ¢ontinguns evalusilion of the serformance of
sors if cb essenilsl alement of the Agency's -ersonuel
man&gmnt ;rogm ‘rhe results >! sueh avelustion for etaff amployees and
steff sgeats shall be recordad st leest cove esch ear. (unidrlining sided).
Further, the Directiond 1or Completing Fornm &5, Fitsess Report {(Teb €) degin
with "It {e Orgenization roliey tc “nfors amployees af the effectivenese of
thelr work performence. Orgenization volicy alego requires thet supervisors
gsﬂr& gt least once emsch vesr thelr ovindon: and evaluations of the work per-
Tornance of emvloyees ugder thetr ‘urisiiction.” (underlining edded). The tors,
then, is to record en evalusilor -~hich hae heen resched duving: the reporting
veriod snd vhich should heve boen g mgiter of et lesst InToraal Jiscussion with
the eaplovee from time to {ime cyuring che réporting period.

4o New, ee to the soscifive of the form:

8. Section A ir pemers) icentifsing inforastion sheut the indiviiual
end his em:.p!cyment eaetu: sl fpdicsten ihe urpose of the snecifiie reating
{1.2., snnuel, speciel, ressslinment, ote.).

e Section B provides for s arefel reting both of rerformence of
spacific Gutles snd of overrll or totgl effectivenesc. The listing of
gpecific duties for reting ~rovides en opporturit; for both enployee and
supervicor to reeffira in some detell «het the [ob enteila. More inior-
tont, it mspures  loouseiosn of the amployee ‘s performepce of each eleneat
of the 5ob. The rating of "Oversll Performance in Correat Position’
erbraces copnduct, wory hebits, snd sereonal traits lalloencing the
emrloyes's totel effectivensss. In alditivn, g single overall rerformeace
rating seraltes mechenical recop ation to provide ztetlotiesl cate for
monitoring the appliceticn ¢f the eveleation system.
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. Segtion € iz ¢ narrstive ststenrnt vhieh srlifies and exlelns
the retings fgiven in Sectlon 1 1o rrevice the best besie for deteralnin:
the future nenagement of the arlovee. It cells for snatlfic sugperstions
for the improvement of work performence. invites recommeldations Yor
traiping and, vwhere sprropriste, calle Tar comments on Turedegn lenpusce
cozpetencs ond effectiveneesr in weneparisl Jutier. Io susmery, thie
section 1s designed ito give rpecific caveer gu {dance to the individuel
and tc the cgreer managemen: sacheniems 3f the Agency.

d. Sectiop D, in gdgiticy to -roviling for certifiontions by the s~
nloyee eBd eapervisor, presents to ile revieving efficial (usuell: the
reating officer’s imsediate supervinor) the opportunity nd the duty of
comenting on the rsted employee, the vatings ziven end on the rating
officer. Ageln ~ucting from the Directiess, ‘meviewing Hfficials sre
responaible Tor smssuring that 81l renorts made by reting officiels unter
their jurisdletion are coasli:tent aan refloct nniforn =tanderde of
reporting. Through the counzeling ané =suoervision of rating officigly,
revieving affielales can pley & @ ior rele in immroving the oserstion o7
the Pliness Report orogres.

7. The Fitnecs Reyort form sesopibal ghove is used for all employees In
gredes G$-13 end below. Opticupliy, en evelustion in pemorsnium form way Do
subatituted for the form Tor em; 1l eds in grodes G8-1% snd rbove. This ceraits
a reting officer to evold the o-nrtraints of trying to force the brosd enc
unspecific duties of & renicr officer ipts the format of the form itself. It
iz recuired howvever that ac eveluation in memorendum form obeerve the besic
purposes of the Pltpess Report fomi, including & general dectription of duties
and one definitive reting descrilbing overall perforasnce. It must alzo beer
the signature of the rating offlcar, the verdewine offleial, end the employeo.

&, Having describad tre Ayesc;'s Fltness Resorting system, it iz sppro-
pricte thet some observations en’ arseccmen:s nov be mede s to ite effective-
nose.

8. 18 the system uniforaly umierdiood &s to purposts and objeetives
ard 1s it beipg undforaly appllec by Ajency supervizors” Our moot rerent
statistical enplysie ~f the oversll performence ratings of all Acenc:
staff employees both et headjunyters a1d in trhe field reveale ¢ high
correlation of the distritution of ratisge on the five »oints of the
rating acale smong the princinel Caresr Jervice groupinis (Tet D). ‘here
significent devigtions eppeer, we helleve there sre logicel explenstions.
ohe similarity in reting ratterun smesz thera groupe 1nlicates thet
reting stendsrdz ere belng ernlded ©ith subrtentiel uniformity.

v. Ave meaningful obrervatlonz sed recomentgtions being mede for
the improvement of the 1nfividuel's performance end for subsecusnt carecr
mapegenent deciasions? This cueetlon cennot he ansvered stetlisticslly.
However, the congensuc sppears to e thet the nsrretive portion
{Bection C) of the Pitnesn Report doet pive en accurate deseription ol
the employee'c perforence oty potentinl, It is rere that these coments
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ave bdrutzlly frank 1a indiceting ‘esnesaer -» zuch comnenist ere nore
often softened or inffeeted im whmt & pot ssid in the report. It asm
appoar cynleal to observe thet there ir o o411l in resding gad inter-
preting Pitness Reports but the agerienced user of these reports does
acoulre the shilisy to "read betwren ite Linoe for criticiess.

c. The oblective evalustlion of cotler pgmeons is at best & most Ciffi-
cult tegk. To be renulired tO o s erd 0 oritioue g suboriinete’s ey
formance end personsl gquelificstions in o (ocumented Tece-ite-fegee situgtion
is = teark that supervisors find oerove o emberrassing. Heny will eveid
the discomfort they suffer Ty veilng cepermaly anld by the use of obecure
an? wishy-wachy phreseclogy. To avold dgtoriorstion of any reting systoom,
constent monitoring end stitention throuph “he comeand line is renuisite.

In fect the nore emphanics snd thae higher the level of eviiohced edmmenc
interest en? deternmingtison, tht ore usefW end better the ystem wlll de.

- I there sre no cigne of mepegoment's inferwst In the mechahism, the yrrens-
retion of yreporte becaws routing eod redundant. There hevp been neriodlc
actions to remind supervicore of the irrortgwe of Fitness PReports and of
nonegement’'s interest and concern thet the Reporis be timely, eccurste,
and useful. The lsst formsl icpuance on tlidse points was Hhedouarters

ated 10 Octoder 1755 (Tet B). Hovever, this tople wes slsc
coverer 10 ihe seriee of cammwmleor loctures on supervision given to all
headgusrters sunpervisors in 153,

4o  There ie nothing secredl gooul e sresent Fitness Riport fora
L5 poted egrlier, it is ithe cercuth revision. Further chemyes could Le
agde in concapt, form, or seope. lowever, our experlence hie pegn that
it tsies two to three years Sor supervizoms L0 lecome goeusomed (o o
nev form end for uniform ctendard: of owelastion to dewelopn. Bech nod
form muct evolve thyoush & perlol of -erlztence (o chenge @y eaucation
I urervisors.

b Corollsry to thic briefing on the sredept Apency Fitpess Reportling s#ve-
to 1t 1z lemportent to point out thedl £% in 19t s emell eyt of mhe full ceyform-
gnce pvalustion ia effect -« buth forsel end inforuel. Performmwe evaluation
1e informslly Ioherent in every supervicor-sudscdinete dsily voduing sfitastion,;
1t oeecurs repeabedly in comsection with the reviéw of employees Jor ressslgnment
consileretion. This oceurs not only st the operstinog compopent level but ot the
Caroer Service mechenisz level az sall. It ~durs smest Shlectiwely and eritlicelly
{in commection with Ageney coapetitive oromotion prectices. In suewmery snd for the
indefinite future I recommend:

8. The continoetion of the ~ropont Fltpess Beporting Zore and eonvet.

%, A feveeftl repeve’ asprescion of gopmgnd interest an! intent with
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Wour, uoe of th: Minesz Reportlag crotenm.

/s/ Emm
Bractt Do i B

Mractor of Peraormel
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